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DCI ADDRESS TO THE DEFENSE SCIENCE BOARD

16 May 1978

Thanks Dr. Fubini. Despite all that education, I clearly haven't
the good common sense to turn down an invitation to talk to a group as
well versed in defense matters as this one on defense related subjects.

As hazardous as it is, what I thought I could best do, since you know

more about these subjects than I, is talk to you a little about prospects
és I see them.for the evolution of the intelligence community today and
what I see as some of my primary desires and problems; because clearly we
are in a moment of transition and change in the world of intelligence in
this country. Coming out, of course, of the three and a half years now of
intense public scrutiny and criticism--and 1 really mean coming out--I can
feel that the tide is turning on Capitol Hi11l. I feel more receptivity
from the public and understanding that there has got to be some balance
between secrecy and openness; some balance between restriction on intelli-
gence and adequate flow of information for our decision makers. As all of
you recognize and are well aware, on January 24th the President put his
seal on this transition process that we're moving towards today, in his
new Executive Order. The Executive Order has a number of important
reatures that I think are different.

One is the establishment under the National Security Council of a
high level committee to establish priorities for the intelligence
community: the Secretary of State, Secretary of Defense, National
Security Council Advisor, myself, and the Vice President; all the
people who are the consumers of intelligence, because it is not we that

should set what those priorities are. If--I know this has been attempted
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in other forms before--if we can make this work, if we can just about
produce an initial Tist of intelligence priorities a little different

than it has been done before, we hope it will be a useful guide. Engaging
these policy makers I think is a very important step in making this section
of the Executive Order function.

Another mandate in the order is to establish a National Intelligence
Tasking Center to task the collection agencies of the community, and that
we are in the process of doing at this time. You probably know also the
order specifically directed that those collection agencies that are
operated by the Department of Defense will remain under the management
and direction of the Department of Defense. Their tasking, their day-to-day
operationﬁ, will be directed by the tasking center, but what they will do
is under the operating control of the Secretary of Defense. _The order
also mandated a new budgeting process in which the Director of Central
Intelligence has control and exclusive authority to develop the national
foreign intelligence budget, present it to the President, and defend it
before the Congress. We are revamping what has been known as the Intelli-
gence Community Staff to be called the Deputy to the DCI for Resource
Management, expanded its staff slightly in order to take full charge of
the development of the budget.

Another section of the Executive Order established certain
restrictions on how we go about doing our intelligence work, most parti-
cularly in respect to preservation of the rights of American citizens.
Today we are very much engaged in implementing this Executive Order and we
are also, on the other hand, engaged in a dialogue with the Congress in
translating at least portions of. the Executive Order into legislative

charters. I was just saying to Gene at dinner, I anticipate it will take
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a year or a year and a half to work fhis out with the Congress; there are
great hazards here if they become too restrictive. I don't think that is
likely to happen, but it's going to be a delicate and an important, a

very important negotiation, for the community. It will give us our -
authorities, perhaps some helpful additional authorities and, as-I was
saying at dinner, perhaps some way to prevent leaks of security information.
It will also give us instructions for trying to find the right balance
there. I think we are working on it and working on it well.

The major thrust, in my view, of these changes that are coming
about in the Executive Order and in the Charters, is to strengthen the
cooperative relationship within the Intelligence Community. I would like,
very briefly, to discuss with you six areas both of cooperation inside
the Intelligence Community and cooperation between the community itself
and the outside world, that I feel warrant particular stress under these
new directions that we are going. To start with, one that is close to
many of you is the outside relationship between the community as a whole
and the world of academia. It is a historic, fine and helpful relation-
ship that can be done on both sides without injury to either one's
prestige or reputation. Obviously, as you well know, the National Foreign
Assessment Center of the CIA, DIA, Bureau of Intelligence and Research are
nothing but academic type research organizations. They need vitally the
outside stimulus of criticism, of critique, of supervision from the
academic community. People who will come in and question the hypotheses
and give them new ideas and new blood from time-to-time. This kind of
thing is so uniquely available in the academic community that we must
nurture énd restore the somewhat frayed relationship that has developed
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in that direction. I am trying that. Bay Long was good enough one night
to come to a presentation I made on the Stanford campus. I have been on
eight other campuses. We are participating much more in academic symposia,
we are making more presentations with our analysts. We are trying to
develop those connections because one group of college presidents has
come to our campus and spent the day with us. I have another group coming
in June and we are working as best we can in a proper way with those
universities who are developing guidelines for the relationship between
their campuses and the Intelligence Community. We are upset at the Harvard
guidelines, frankly, which single us out as a pariah and treat us as nobody
from Boston really should; single out one sector of our society. They have
too much history to know that they shouldn't do that up there, but they
have. We hope that will not spread to other campuses. We want the relation-
ship to be quite proper and we are going to do everything we can to assure
them of that, but we don't think that we should be singled out as different
from a relationship with a major corporation or another agency of government.
The second relationship between the community and the outside world
which is of increasing importance to us, is that with thé business
community. It too is a long, healthy, very worthwhile relationship in
both directions. It too has been frayed by some of the recent criticism
and publicity. We want today to rebuild that as best we can. In the past
it has largely been a flow from business to intelligence, providing very
helpful information which they pick up in their international endeavors.
We're trying to give it a new twist today and make it a reverse flow also;
in making more information that we have available to the business community;
declassifying more studies where we can, where we think they'11 be of

value to the public and particularly to business. I think we can declassify
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more and yet preserve the necessary elements of secrecy that you and I

all know we have got to have. We are seeking out business leaders' sugges-
tions on what kinds of things they would Tike tq know more about.
Obviously we can't be tasked by business, we can't be their research
departments, we're working for the government. But if we understand
better what busjness is interested in, we can better understand where to
see if our efforts can be declassified and made available. We are working
with the Department of Commerte, we're working with the Library of Congress,
to make our pfoduct more available in an eésier way. It's there today,
that we are trying to find ways to let people know in a simpler manner
what is available from our unclassified production and how they go about
getting it. We hope this will give everyone a sense of greater return on
his tax dollar. 1In turn, we're very, very anxious to nurture this
relationship where we get information from the business community.

After all, why should we afford the risk and the expense of going overseas
to cb]]ect information in delicate and difficult ways when a Tot of it is
available right here within our own country. Business has so many inter-
national interests today, so many businessmen traveling, so many offices
in far flung areas. I think of where I Tived last, overseas in Italy. I
would guess a good American business firm with an office in Milan would
probably have a lot better feel for what was going on in that country than
the embassy did down in Rome because the country is run from Milan.

Inside the community there are four relationships I's like to
strengthen. The first is between the FBI, the military services, and the
CIA in the field of counterintelligence. Not many weeks go by that I don't
see some‘exampTe of past lack of adequate cooperation in this area,
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jurisdictional rivalry, lack of passage of information between people. And
yet today, in my view, the threat of espionage against us is probably
greater than it has been in many years. Detente is a good thing. It has

a lot of advantages; but from the espionage point of view, I think it .
leaves us at a net disadvantage. That is, there are soc many more oppor-
tunities today for communists to come and make contact in an open society
with our people who are naturally open and friendly and to take advantage
of our society. In addition, you must strengthen this counterintelligence
communication and cooperation throughout the intelligence community because,
on the one hand, you have got to be able to pass the action back and forth.
You know the FBI only operates in the States, the CIA overseas; so clearly
you have got to have a hand off here when the action shifts; you've got

to have been aware of each others problems, each others cases, well ahead

of time or you are going to fumble in the process. In additfon, I think

it is particularly important in counterintelligence that you have an

outside check dealing with the validity of agents, double-agents. You
can't trust the people who recruit them to be the most objective people
in deciding whether they are really bona fide or not.

So, I'm pushing for a greater interchange so that we get an FBI
view on what we are doing in the CIA in counterintelligence and they give
us a view, the same as the military counterintelligence people. I had
very good relations with Clarence Kelley. I am absolutely delighted with
my Amherst classmate, Bill Webster. I think that provides the foundation
on which both he and I are intent on building because we were not only
classmates, we have remained in contact and have been good friends over
these 30-some years since we went to Amherst together. I think this is

6

A-RDPOO_(UAGSROGO20008000 /-



Approved For Release 2007/03/29 : CIA-RDP99-00498R000200080002-3

one of the areés of my greatest concentration and concern today. The
chief of counterintelligence at the Central Intelligence Agency is
retiring--voluntarily. I have picked the strongest man with the best
reputation in the Agency to replace him; a man I had to pull from a very
key job he is presently in, in order to do that. It is an area that does
need it for the good of our country.

Secondly, I think we need more coordination today inside the
community between our various collection systems. We must integrate our
collection effort better. First, because it is expensive and risky; and
second because I firmly believe that only by dove-tailing these efforts
are we likely to get all the available clues that can be had. You are
well aware that the totals we are trying to piece together today really
demand that we have every piece that we can possibly garner. There is too

much of a record, I think, of independent cowboys in intelligence

collection--people who think SIGINT can do it all, not you, but people of

your old agency string. There are too many people in the CIA who think
HUMINT can do it all; I mean, you can get all the pieces by good human
penetration. Too many people of the latter days feel that photographs are
all you need to do it. Clearly, you want the photograph to tell you they
are putting some forces on the border, you turn the SIGINT people Toose
and find out whether it's an exercise or a warm-up for invasion, and you
turn the human intelligence fellow loose then to try to tell you what the
access routes are they are going to take it it is an invasion. Or, one
day you get a new SIGINT signal. You don't know what it is, you don't
recognize it. You get a picture taken of the facility and then that tells
you whether your human agent should be targeted in the nuclear department

of the country, weapons department, or wherever it is. You have got to




Approved For Release 2007/03/29 : CIA-RDP99-00498R000200080002-3

pu]] that together. Well, I can assure you that in my short time in this
job, I have seen a number of instances in which we simply do not have a
mechanism for doing that. And we have wasted resources, we have fallen on
our faces, and we have not produced the results that we should. I was-
kidded about one of my shortcomings in that regard by the Vice President
not Tlonger ago than yesterday. The subject never happens to pass by that
I don't get ribbed because we have failed in a couple of instances fo
pull things together properly. We failed to have a mechanism to trade off
between the feeding systems that will collect the information; we failed
to have a mechanism to coordinate the complementarity of different systems.
Today when an analyst or a unified and specified commander wants some
specific information, what does he do? Basically, his best recourse is to
go to the collection agency he thinks will do it for him. But he maybe
only understands SIGINT, or HUMINT, or photographs. He forgets to go to
the other ones, or he only goes to one of the number of agencies in each
of those categories that can do it for him. And what we are hoping is that
the new National Intelligence Tasking Center will be the focal point for a
bringing this all together, for giving a one-stop opportunity for the
analyst or commander to come and say, this is what I want at the end of
the pipeline, you tell me how to get it and you get the right proportion
of HUMINT, SIGINT, and imagery to do it and you decide which of the various
SIGINT agencies is best appropriate for this particular need.

Now here I have been talking entirely about national intelligence.
A third area I think needs attention for increased cooperation today is
the interface between what is known as national and tactical intelligence.
I understand there are some opinions on that in the room. I don't think
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there is reason for the degree of rivalry that exists today between
national and tactical systems, so-called. National systems, as I define
them, are simply those that are funded by the National Foreign Intelligence
Budget, by an arbitrary decision, or arbitrary selection. The problem I
see is that too many people focus on who is going‘to control the system
rather than what they should be focusing on which is how can the service
best be provided, to whom, and where. I would confess to you that the
reason people focus on control is that we military commanders have an

old atavistic feeling that we must have under our direct control all of
the elements necessary for battle. And we in the Navy are the worst. Why?
Because a couple of hundred years ago when the captain set to sea in a
sailing sh{p, if he didn't have it in the hold, he wasn't going to have
it there when he went to battle. And it is still with us. As a sideline
I might say it's unfortunately not with us enough in the Navy on account
of the COD coming out every day. We don't think of what has to go in the
hold before we sail. But that, seriously, makes me want to say that
military commanders in the COD aircraft -- those airplanes that bring
things out to aircraft carriers and then they go by helicopter to all the
other ships, so you have a supermarket at sea in effect. It makes people
not think too much and they get very dependent on this. But it's an
example of the fact that military commanders today recognize they do not
control many of the elements necessary for battle; don't control their
COD really; don't control much of the logistics. They are going to come .
to control much less of their communications as people become more and
more dependent on satellites, not only for long-haul but short-haul
communications. Clearly, they don't control their most powerful weapons.
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They don't, in most instances, even control their military support very

directly. So too, the military commanders are going to have to leamn

that they won't control personally all their elements of intelligance

collection. Some they will, others will be nationally controlled. I think

jt's time that we stop trying to cut a fine line between the two and

concentrate on how we cross-share in both directions, because there is

very little tactical intelligence information, if any, that may not at

some point in time be of key interest to the top national decision makers.

And there is not too much of interest to the national decision makers

that isn't also of some interest to at least the more senior tactical

commanders. So we have got to get the flow going in both directions.
Currently, I'm putting more of my attention on how to get field

commanders to have a better sense and appreciation of what is available

to them on the national assets. I'm trying to find ways to Tet the field

commanders task the national assets directly. I'm trying to find what

the solution is to how a tactical commander, if he does get a direct

pipeline from a national asset, can absorb it. How can he have the processing,

the data storage and retrieval out there in the field if necessary, and

can we afford it. I don't know the answer. It is difficult but we have

got to keep pushing on it. We are behind the power curve on this one.

What we need to do is concentrate on how we get the service in both

directions; the national information down to the tactical commanders.
I think we can solve the problem of how we ensure that the tactical
intelligence collected will rapidly, in good form, be available to the

national commander.

Finally, I'm looking for more cooperation in the competing field

of analysis. We must economize and be efficient in the collection field.
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We must overlap in efficiency and competition in the dnalytic field. We

must have a DIA, we must have an INR in the State Department, we must have
a National Foreign Assessment Center in the CIA -- all doing somewhat the
same thing. State emphasizing political, somewhat economic; DIA deciding
military and some on political; and CIA handling all three because we must
have these different views. I don't believe we have really developed the
mechanisms to ensure that decision makers don't get a single answer,
don't get a single opinion; but get those diversions, dissenting views
that have relevance, and yet not just give the decision maker such a
potpourri that he can take any choice he wants, or the one he is pre-inclined
to, because you have not given him a sense of direction. The question is
how you gef analysts to stop trying to produce clear cut opinions and
instead try to explicate the problem and let the decision maker know what
the variables are that are controlling. And it's not easy to do because
people are obviously gun shy in the intelligence world, of being accused
of putting our oracle statements and they would like to be precise, they
would like to feel they are being helpful, they would 1ike to fee1‘they
are influencing events. That isn't their job. We've got to work more on
how to get assurance that dissenting opinions do come forward and yet we
have a reasonably crisp intelligence product.

One step that I have insisted upon is to do away with footnotes
as much as possible. We don't have footnotes in National Intelligence
Estimates anymore if I can avoid it. I insist that if it is a good
dissenting opinion, it goes right up there in the text. The reason for
that is that the man writing the majority opinion must also, with help
from the dissenter, write the minority opinion. They must be written
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from the same assignee, from the same terms, so the décision maker reading
it can in fact compare. The footnote is always written on a different

set of assumptions and is not really comparable to the reader. So these
are just a hand full of directions that I feel are exciting, which I feel
are moving us in an important new direction. I think the next couple of
years are going to be very determinative, if we do bring the community

together somewhat more, not creating as the newspapers sometimes accuse

me of wanting -~ a czar of intelligence. -~ but having the right amount of

competition, the right amount of overlap, but Tots of cooperation.

In closing I would say I feel it's like the two bulls walking
down the road; one was an old bull and one was a young bull. They came
across a fie]d of heifers. The young bull said to the old bull, "Hey,
let's run over there and get those heifers.” The old bull Tooked at him
and said, "Let's walk and get 'em all." I hope the walk can bring the
community together in a cooperative way in the next coupl@ of years. It
can't be done overnight. It has got to be done in a gradual walking
process and that is what we are trying to do.

Thank you.
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